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6 March 1969

MEMORANDUM FOR: Mr. Coffey
Mx. Bannerman

SUBJECT : Support Services Staff Critical Review of Office Operations

REFERENCE : Memo dtd 27 Jan 69 for DD/S frm C/SSS, subj:
Critical Review of Office Operations (DD/S 69 -0436)

1. Several days ago I forwarded to you a copy of the indepth critical
review of office operations prepared by the Support Services Staff,
(Reference: DD/S 69-0436) At the time I indicated that I did not believe
the paper in its present form could be the basis for the action suggested
in the last paragraph (paragraph six - recommendations)., It was my opinion
that a more appropriate way of handling the action suggested by C/SSS would
be through the submission of a series of papers on specific issues which could
consider both the pros and cons of specific recommendations as well as possible
alternative courses of action.

2. At the time of dispatching the above noted memo to you, I discussed 25X1
the entire SSS critical review in some detail with mnd subsequently
to that time discussed with him the attached memo whic indicates our suggestions

25X to mas to how to proceed in requesting or effecting the desired actions

resulting irom the critical review of his office operations.

3. As a result of these discussions will undertake to prepare  25X1
and staff out,through appropriate channels, individual presentations on specific
issues. In this regard I did note that there are three areas (sub-paragraphs
25X1 d.e. and f. of the attached) where will be seeking "guidance" rather
than "approval,” . |

4, Againl. i as I did in my previous memo that as time
25X permits you read_wpréviou's submission of his accomplished
critical review, If the context of that submission being a "think pece' as
opposed to an action document.

25X1

upport Qp;eg;gggns Staff /DDS
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: O - Adses W/cy of Memo dtd 24 Feb 69 for FVD

. frm JEF, same sub]ect (DD/S Subject)
1 DD/S Chrono
1 - SOS/DDS Chrono.
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25X1 " MEMORANDUM FOR:
. |
| SUBJECT oo SMW ca Siafl CrMcal'Rcview of Oftice Oparatices

\

I have tried to brcak out the fﬁam “page rc;vw:: ﬁato cmaller tnmctwml
arxcas appropriate for DD/S ecacidoration.

¢) Recommendation aé hao beon nm[;gmm:;zd (cubmit proposals
for changes to rogulatory iocuances @&r 1y to ¢he SSS).-

b) Recommerdation a2 (rcvﬁw of the wtal replatory system) 1o
just a statemect of intecy acd zood ooy kO mmcmed for the DD/S.

c) A paper justifying oz combm.g recommcndations al (cditor
pocition) and bl (five records admizictratiqn moaizions) chould be :
submitted soparatcly ard staffcd ot with 25X1°

K]

d) Recommezdation a3 (make DD/S acﬁhcmlcnung official for
tegulatory {ocuances) caculd bo ‘wformally coordinated and
staffed owt with the DD/P | [ agrecment can be
obtaincd, then an actipn propocal chculd be cemt to the DD/S.

¢) Recommoziation D2 (regubatory {ocuanceo to acolgs pocitive
roles to the Records Admindctration Bronch and the Records Managemcess
Board).chould be informally ctaffcd out Wil all Directorates and then
the proposcd isguances cheuld Us oont to Ur. Bonnorman for approval.

f) Recommendation ¢l (Managome= Cuppart Division becoming part
of the Support Dircetoratc). Thio leadcd fsous chould be dioccusoed with
Mr. Bancorman and his guidarce obould k2 obtatnsd on apy approach 1o
tmploment . e .

g) Recommendadon ¢2 and ¢3 (estafochment of a new Career service
in the Support Dircctorate). Thio 1o a guod celf -oustaining package and
chould be prepared a3 an action recommdudation for the DD/S.

AR
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h) Recommendation ¢4, ¢5, avd 42 (concerned with staffing positions}
25X1 ghould be eraffed out with and better justification esteblished
- for the recommesndations . :

1) Recommendation cb (training for selected junlor officers) - go
ahead and develop speclfic plaus before presenting to the DD/S.

3} Recommendation d! (38S as part of the immediate office of the
DD/S). This already extsts apd seems wanecessary to surface.

25X1

Suppart Operations Staff/DDS
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27 January 1969

MEMORANDUM FQR: Deputy Director for Support
SUBJECT : Critical Review of Office Operations
REFERENCE : DD/S 68-5721 dated 21 November 1968, same subject

1. A critical review of functions and procedures of the Support
Services Staff has been conducted and we have made a number of changes
in the detail of oyr internal operations, but the real potential for
gain is in an examination of the broader role in the Agency and the
Support Directorate of each of the Branches. This paper addresses the
broader considerations and offers some possibly controversial recom-

mendations in paragraph 6.
2. Regulations Control Branch.

a. MWe have set the objective in the Regulations Control

&
Branch of 1mprov1ng the quality of regulatory 1ssuances, expe-

e _ [

d1t1ng the process, and aenerally upgrad1ng the funct1on 1tse1f

by giving it a more significant role to play in dea11ng w1th
the substance of issuances and the differences which arise in
their processing. Toward achieving this objective we assigned
a high calibre experienced support officer as the Chief of the

Branch and a support career trainee as a Jjourneyman editor,
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1)

both of whom have writing ability. They are beginning to have
some impact on the general literary quality of the issuances
and I believe there has been a noticeable improvement in recent

months.

b. During the past few months we have found that the

overall time required to process a regulation can be signifi-
—————— .

cantly reduced by having members of RCB interest themselves in

—

the substance of the regulations and take an active part in
mediating the resolution of differences which arise in the
coordination process, or by identifying and resolving poten-
tially controversial issues before the issuances are put into
process. Active participation of this kind not only helps to

shorten the process, but contributes to the improvement in

literary quality. Unfortunately such participation is ex-
tremely time consuming and it diverts manpower from editorial
t;QE;_;E;;H—;;;;;;;~;;;Lire the attention of three full time
editors. If diversion causes the backlog of editorial work to
mount the overall processing time will increase because it will
take longer to move routine Jobs through the Branch. If we are

to upgrade the function and if the Branch is to play a substan-

tive role we need an additional position for a full time editor

at the GS 13 level. If we are to attract and hold the interest

of high calibre people they must have the assurance that there

Approved For Release 2002/11/08 : CIA-RDP84-00780R002800150004-4




Y

Evl&g:a:!TCIA-RDPS4-00780R002800150004-4

Approved For Release 2002/1}

is a substantive contribution to make. The alternative to
providing a new position is to allow the function to continue
as a purely editorial process and replace the present staff
with personnel who will be content to devote a career to

editing.

C. The physical separation of the Support Services
Staff from the Office of the DDS can add several days to the
Processing time of some issuances. Some of the offices, nota-
bly Personnel and Security, address all proposals on regulatory
matters to the Office of the DDS while others address them
directly to the Support Services Staff. Those which go to the K-
Office of the DDS are normally reviewed by the Operations Staff
before being forwarded to SSS for processing. Time is lost in
mailing from the point of origin to 0/DDS and again from 0/DDS
to SSS. Additional time is taken in the internal processing
in the Office of the DD/S. Of course, it serves the purpose
of creating an awareness in the 0/DDS that a particular proposal
has been submitted and occasionally a potential for controversy
is identified or a question of policy is raised requiring DD/S
decision before processing can go forward. Sometimes action is
taken before sending an item to SSS and this can mean that our
records will be incomplete. Perhaps the Chief, Support Ser-

vices Staff could perform the necessary review function to meet
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3. Records Administration Branch.

a. During the past year a great deal of attention has

focussed on the records problems of the Agency. Management

e —— e+ e
pu———— _—

interest was(ﬁiTifftjly stimu]at:ﬁ by a records storage crisis

«__—____’__/
and a Records Management Board was created primarily to work

toward the objective of reducing our total records holdings by
50%. The Board has been in operation since September and will
be submitting its second report of progress near the end of
January. The progress they have made thus far does not encour-
age hope that the Agency will be able to reach the objective

of a 50% reduction. The volume reduced during the first thirty
days did not equal the volume of new records received. Prelim-
inary reports of activity during the last three months are some-
what more encouraging. Figures to demonstrate this will be in-
cluded in the January report together with an assessment of the

reasons and suggestions for subsequent actions.

b. While the Board has devoted most of its energies to
the storage problem during the first months of its existence,
it is also conscious of the responsibility assigned to it for
the remainder of the Records Program. "It shall also study and
propose solutions for the whole range of the Agency's paperwork

management problems." It is still too early to judge whether
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the Board will be an effective mechanism for dealing with
overall records management problems or not. It was created
because there was not at the time an effective mechanism for

dealing with records problems in an Agency context.

c. Headquarters defines Record

Material; describes the elements of a Records Administration
program; sets forth policies to govern the program; and assigns
responsibilities to the Executive Director-Comptroller, the
Deputies, and the CIA Records Administration Officer. It

appears to be a reasonable regulation but it does not include

provision for any structure to ensure compliance. Moreover

there is an implicit ambivalence in the regulation toward

centralization versus decentralization. Paragraph says

"The Agency Records Administration program shall be administered

on a decentralized basis . . . . . " (underscoring added).

Later, in paragraph it says "the Executive Director-

Comptroller, Deputy Directors, and Heads of Independent Offices
shall (a) establish, direct, and maintain for their respective
Jurisdictions Records Administration Programs consisting of the

elements outlined in subparagraph b above" (underscoring added).

Paragraph says "The CIA Records Administration Officer

shall: (a) furnish staff guidance, assistance, and coordination

of the Agency Records Administration Program." To say that
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these several programs should be coordinated is meaningless.
It is not possible to have one program made up of several
independent decentralized programs when all of the authority
to establish, direct, and maintain is delegated to separate

Jurisdictions and none is reserved to the "Agency Program."

d. We have said before that it should be possible to
make a decentralized program work. We have not said before
that a decentralized program can work only if Agency management
will accept the implications and results of decentralization.

It cannot work if there is any management reluctance at the

e —— e —e.

i tt  ppe on ari
- A o i

Agency Tevel to relinquish control. Such a reluctance seems

e
- e i g

to be implied by the responsibilities assigned to the CIA

Records Administration Officer in He is given a role

as head of a central, Agency component offering a service but »////
there is no requirement that the service be used and he has no
authority to do anything about it when it isn't. Perhaps we

should consider instead creating a decentralized structure

while retaining some central line of authority if we are inter-
ested in having some semblance of compatibility and similarity

among the decentralized programs. In any case, we need some

redefinition of roles among the Records Board, the CIA Records

Administration Officer and the decentralized authorities.

o s .

10
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e. Before attempting to define roles it may be useful
to examine the elements of a records program, Agency or other-
wise, to determine whether we want to treat them in an Agency
context or at a lower echelon. We have to know whether there
is a serious Agency interest in paperwork management in all of
its elements, or if the Agency is content to have several
separate and independent programs each with its own standards

of performance in each of the elements.

f. The elements of our records program as defined in

are correspondence; reports; forms; records maintenance;

records disposition; and vital records.

(1) Dealing with these one at a time, the Agency
does not have a correspondence program nor is there any
evidence that one is desired. The Agency last issued a
correspondence handbook in 1955. We recognize that it
is hopelessly out of date but the only demand for a
revision has come from the clerical training faculty
where it can be used as a tool in teaching new clerical
employees some of the fundamentals of correspondence
preparation. Even here it is acknowledged that new
people will have to conform with the practices of the

element to which they are ultimately assigned. In 1958

11
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handbook and a few other offices have issued a variety
of manuals since but without any reference to an Agency
handbook and essentially without coordination across
component lines. Efforts to revise the Agency handbook
in recent years have repeatedly bogged down in the
coordination process because it has proven impossible
to get agreement among the various echelons of mahage-
ment in the Agency on the basic principles of standard-
ized correspondence practice. Management attitudes
toward correspondence are very largely esthetic and
practices followed in different organizational com-

ponents are usually developed in terms of what is ap-

pealing to the eye of the senior manager in each com-
ponent. Elements of cost, efficiency, and effectiveness
in correspondence preparation are not readily apparent
to the individual manager. The return to be gained

from uniform practices is not so impressive in the
individual organizational unit that it becomes an effec-
tive selling point in attempting to persuade the manager
that a standard format should be used. The fact that
the block format justified flush left, which is the

Federal Government standard, will save several seconds

12
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of a typist's time by eliminating tabular indentations
is regarded as statistical minutae because at most it
can only be expected to save each girl a few minutes a
day that she will otherwise idle away in any case.
Considered in an Agency context, however, it is safe

to suggest that hundreds of manhours might be saved

each day if this one principle were adopted. Components
of the Agency are not conditioned to think in Agency
terms in matters far more important than correspondence
standards, however, so it seems it would be futile to
recommend that we have a uniform Agency correspondence
system. Yet correspondence, good or bad, is the prin- \///
ciple means of formal communication, consumes a major
portion of personnel time, and creates files. Until

N

we find some way to gain control over record creation

it seems highly un]ikg}y that we will ever find a com-

—~
p—

pletely satisfactory solution to the records storage

problem.

(2) The program for controlling Agency reports
is even less active in the Agency. The objectives of
Reports Management are to identify reports which are
needed, improve their quality and reduce their cost

while eliminating those that are unnecessary. The

13

Approved For Release 2002/11/08 : CIA-RDP84-00780R002800150004-4




e

* Approved For Release-2002/11/08 : CIA-RDP84-00780R002800150004-4

control of reports is accomplished by inventorying

the reports required; determining their cost; reviewing
the justification for each report and for all informa-

tional items on active reports; studying the ways vari-
ous reports fit into the systems and procedures of the

organization; and improving reports preparation. Some

Federal Agencies (e.g. VA, Internal Revenue, and Agri-

culture) have demonstrated that substantial savings and
operational improvements are possible with reports

monitoring programs.

(3) Forms, 1ike correspondence, are designed to
serve individual echelons of management and the arguments
in favor of subjecting them to a broader management con-
trol are equally difficult to make persuasively. Savings
to be realized in the effectiveness and efficiency of the
functions which the forms serve are ordinarily signifi-
cant only when dealing in the Agency aggregate. The

Agency spends more than a quarter of a million dollars a
M e e = =

————

———a— e~ -

year in external printing costs for "approved" forms.

k)

There is no way to estimate how much is spent on the

so-called bootleg forms which exist in nearly every
organizational component of the Agency. As long as

there are uncontrolled copying and reproduction equip-

14
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ments available throughout the Agency many forms will
be bootlegged. Only when they become a burden will the
service of forms control be sought. For example, OPPB

has now sought technical help with its complex budget

25X forms. Similarly TSD in the past two years gave

to Forms Management some 50 of their old bootleg forms
which were consuming too much of their personnel and
equipment time. The printing cost of a form is only
one-twentieth of the cost of the procedures related to
the form. Systems analysis and improvement are poten-
tially areas of major contribution in a complete Forms

Management Program.

(4) Records maintenance covers such elements as
filing procedures, systems, equipment, and supplies.
Years ago a filing handbook was issued establishing
procedures for an administrative file system. OTR uses
the handbook to train clericals and the filing system
is installed in hundreds of offices. Standardization
in any of the elements of file maintenance, however,
cannot be realized in an Agency context with responsi-
bility and authority for the program decentralized.

The Agency has benefited from the central review of

requisitions for file equipment and secure areas.

15
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This review authority can be delegated to the Direc-
torates and subordinate levels if there is a competence
at those Tlevels to exercise it effectively. The virtue
of a centralized review becomes increasingly apparent
as the new file equipment becomes more costly, unique,
and specialized. But the desire of managers to manage
their own operations continues here as it does in the

fields of correspondence and forms. Managers 1ike to

have their records programs remain unobtrusive. They

prefer to let subordinates deal with problems of paper,
carbon, and file folder supplies and with the systems

and procedures for organizaing the files and the aggregate L////
personnel time lost in desperate filing and searching is
unknown to them. Similarly a few thousand dollars for a

set of index cards never quite creates an impact on

them, but the Agency total for such expenditures is

millions. The selection of equipment costing a few

hundred dollars less, or of a three-cent file folder L//
instead of a thirty-cent hardboard folder may save $100

in one safe. Saving safe space saves floor space, which
eventually saves rental costs or scarce Headquarters

space, but in terms of individual components these sav-

ings ordinarily are not considered impressive. The

16
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operating manager's action is usually stimulated when

some new procedure or folder has been adopted and he asks

when this change was introduced and by whose authority.

If it is an authority outside his own Jjurisdiction he may

seek ways to get the new practice changed to something of

his own selection. Arguments supporting Agency controls

over such free-wheeling practices are difficult to com- .

municate without embarrassment and finger pointing.

(5) The Records Disposition Program includes
inventorying office files, scheduling their 1ife cycles
in the office and storage, transferring inactive files
out of the offices, retrieving old records when needed,
and finally destroying the obsolete records or preser-
ving the records of enduring value. The key to records
disposition are the approved Records Control Schedules
which establish what is to be held for how long and
where. These schedules permit files to be moved rou-
tinely without additional supervision. This does pre-
suppose a well kept file from which duplicate material has
been screened and in which is filed only that material
Judged by the responsible officer to have record value.
Unfortunately, application of officer judgment to file ¢*‘

content is rare. Availability of storage space for

17
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inactive files is considered to be a problem for the
managers of the Records Center. We end up with an
uncontrolled flow of documents into a central facility
of limited capacity. The files and retention periods

in the schedules are reviewed and approved by the Agency
Records Administration Officer but only to ensure that
Federal requirements are observed. The individual
offices decide how much over the minimum retention
period they wish to hold the files in the Records

Center.

(6) The vital records program is but one small
part of the Agency's Emergency Planning Program (EPP).
The personnel and equipment requirements of the EPP far

outweigh the vital records portion. It is part of the

records program because 25X1
25X1 vital records must be where

they will be accessible in time of emergency, 25X1
25X1 and therefore

vital records are stored in the Records Center. They

were moved into the Center in 1961 to save manpower. A ‘//
GS-12 was eliminated and the three clericals integrated
with the Center's operation eliminating a 1960 request

for two new positions.

18
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g. The centralized records management program which
existed in the days of the Management Staff didn't work. The
decentralized program that went into effect in 1963 hasn't
worked entirely satisfactorily either. Whether the Records
Board as presently constituted and chartered can improve on
the situation won't be known for several months but the ambi-
valences and ambiguities that exist in the regulation as well

as management attitudes make success problematical at best.

h. Among the reasons that the records program tends §

to founder, whether centralized or decentralized, is that

there is no effective monitoring or review system.

makes the CIA Records Administration Officer responsible for
reviewing programs in the other jurisdictions. Until eighteen
months ago when personalities in the senior records positions
in the Clandestine Services changed he was excluded from even
dealing directly with people in the Clandestine Services Divi-
sions and Staffs who are assigned records responsibilities.
Even in those areas where a courtesy review has been possible
he has found it difficult to exert any real influence in part
because he doesn't have the personnel to do the job effectively,
but more important, because he has had no recognized authority
and supporting mechanism to give effectiveness to his role.

Problems of this nature tend to be so subtle that it is virtually

19
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impossible to identify and define an issue in terms which make

it presentable to higher management. In many ways these
subtleties are very much 1ike the problems of accelerating
coofdination of regulatory issuances. In the case of the regu-
lTatory process, however, there is at least the authenticating
mechanism which requires that the services of the Regulations
Control Branch be sought. It seems to me that this may offer

a key to some improvement in the records program. If we can ‘\
find a way to inject a requirement that the services of the \
Records Administration Branch be used we should be able to
stimulate the program more than it has been possible to do in

the past.

i. The monitoring or review function is another pos-
sible avenue by which additional control can be exerted. The
present review function has not been effective, and the Inspec-
tor General does not include the records program regularly on
his itinerary. An IG survey was conducted two or three years \ D,
ago but a report of that survey was never published. Responsi - s
bility for review could be left entirely to the Inspector Gen-
eral but he would probably be able to do it only at irregular

intervals. To be effective, review should be a continuing

process with some mechanism for ensuring that recommendations

20
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are considered, responses are prepared, and appropriate

action and follow-up enforced.

J. Proposals of this kind are not likely to be warmly
received but I believe they should be developed and presented
formally for consideration, perhaps first to the Records Board.
This will at least give us an avenue for testing the climate
and drawing the issues in a way that we can seek management
determinations about how the responsibility for records adminis-
tration will be fulfilled. The Chief, Records Administration
Branch and the Records Board should have ngi}iye roles to play
in the development and implementation of policies and procedures;
the approval and authentication of actions taken in furtherance
of the program; the review and monitoring of the program; and
the implementation and follow-up on approved actions. A broader

regulatory base is needed prescribing the necessary policies

and procedures and establishing a structure to implement them.

k. Anything we do, however, which is different from
perpetuating the present void will require additional profes-
sional, qualified records personnel. Some provision should be
made for the development and progression of those who have been
in the Records Program for years, their progress frozen by
grade structure ceilings. Perhaps we should provide opportun-

ities for component records officers in the Support Directorate

21
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to serve tours of duty on the Records Administration Branch.
Records management officers have an orientation toward systems
analysis and general administration which makes possible some
interchange with personnel assigned to the Information Proces-
sing Branch. A personnel development program encompassing

both groups is examined in paragraph 4j below.
4. Information Processing Branch.

a. It is too early to offer any observations about the
SIPS Task Force in terms of a critical review. It is not too
early, however, to begin considering its ultimate disposition.
The notion that DDS management must have full responsibility
for DDS systems regardless of whether they use computers, desk
calculators, or quill pens is just as valid now as it was when
we began the system studies which have grown into the SIPS
project. We set out deliberately to develop the skills neces-
sary to become self-sufficient. We acknowledged from the outset
that we would have to rely on the Office of Computer Services
for support in the technical skills of computer system design
and programming in order to get the scope of our information
processing system requirements operational in some reasonable
time frame without waiting to develop these specialized skills

for ourselves. Experience in recent months has demonstrated

22
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that system responsibility for on-going applications is just

as intense as it is for new system development. The formation
of the SIPS Task Force acknowledges that skills in computer
system design and programming and analytical skills represent-
ing knowledge of the subject matter and functions for which
systems are being designed and operated must be responsive to

a single management structure. Maintenance of on-going systems,
the development of new ones, the adjudication of priorities
among them, and the allocation of available resources to meet
all of these demands can only be reasonably managed within a
single management chain. This says that we should not be look-
ing forward to the dissolution of the Task Force, but should be

planning for its absorption into the Support Directorate.

——— e

b. Absorbing the Task Force into the Support Directorate
immediately raises a question about the location of the hard-
ware. We have said from the beginning that we see no need for
the Support Directorate to have its own hardware provided that
the Office of Computer Services continues to be able to furnish
adequate support. Whether computer systems designers and pro-
grammers have to be under the same management structure as the
hardware is a debatable issue, but there is a great deal of
argument to support the premise that they do not. Computer

service bureaus operate all over the country where centrally
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located hardware services a large number and wide variety of
customer applications. Many government organizations have
hardware facilities to serve customers in other organizations.
We have used some of these ourselves for back up from time to
time and of course, parts of our payroll application have been
run on hardware at the Treasury Department for several years.
It doesn't seem too unreasonable to suggest that the Operations
Division could function as a service bureau in the same way.

In a sense it operates that way now. Systems designers and
programmers in the Management Support Division now a part of
the SIPS Task Force, and other divisions of 0CS are required to
submit requests for service almost as though they were a part
of another organization entirely. In any event the weight of
the argument supports much more conclusively that the analysts,
designers and programmers should be responsive to the manager
who has the problem to be solved than that they should respond
to the manager who controls the hardware. While probably it is
not prudent to pursue this now I believe our planning for the

future should anticipate that it will occur.

c. The question of whether or not the Support Directorate
should have its own hardware need not be addressed now. If our
applications, when implemented, require some stand-alone con-

figuration of computing equipment it may make sense to have the
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whole thing in the DDS structure. Whether this occurs or not,

I don't see that it needs to affect our planning now.

d. Whether the computer system and programming talent
is acquired by converting the Task Force to a permanent arrange-
ment or not, we must plan to have this kind of competence. I
expect that some of the support people now assigned to the SIPS
project will have the ability to acquire the technical compe-
tence necessary and a few of them probably will do so as a
result of their experience in following this project through
to completion. This will not be enough, however, and if the
0CS people are not transferred we will probably have to supple-

ment it by recruitment.

e. We now have 44 positions in the Information Proces-
sing Branch and have ten more authorized for fiscal year 1970.
These ten were requested and authorized as the first increment
of a total of 28 we had programmed to become a permanent staff
with ten to be added in FY 1971 and five more in FY 1972. Our
plan was that the 25 permanent positions would be filled by
people selected from among those who were then detailed and
who were interested in and competent to continue in information
processing systems work. The remainder of the detailees were
intended to return to their parent components for employment in

positions directly related to the maintenance and up-dating of
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the SIPS systems or to pursue the normal progression of their
career services. The transfer of the people and positions from
the several offices to the Support Services Staff does not

invalidate this plan and need not change it.

f. The transfer was made primarily as a matter of
administrative orderliness to solidify the supervisory channel
of the individuals involved and permit a more ready identifi-
cation of the personnel costs of the project. There was an
implicit understanding that positions would be returned to the
offices when the people are returned. It would not seem incon-
sistent with this plan if ten of the people were transferred to 9//
the new positions after they have been established and their
present positions were returned to their parent career services.

The people could be selected for the new positions based upon
their interest and intention to remain in systems work and, of
course, their estimated potential for doing so successfully.
There are some prospective problems with this approach, however.
There is a possibility of i11 feeling and loss of productivity
among those who would like to be selected, but aren't. A more
serious problem is the fact that there is not now a mechanism
in the Agency for offering career progression in the system
analyst profession. The problem of career management will be

discussed in later paragraphs.
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g. Despite the real and potential problems we are at
least morally obligated to use the positions and we probably
should phase people into them over the period of the first
half of the next fiscal year and return ten positions to the
Support Offices. Whether we should continue to program for
ten more in FY 71 and five in FY 72 or drop that request and
plan to keep fifteen of the transferred positions also becomes
a question. Keeping the transferred positions would be con-
trary to the implied obligation to the offices to return them.
It could also deny some of the offices the ability to accommo-
date people when they are returned. Bothersome problems of
accounting for the positions and the people to ensure equitable
redistribution will be encountered. Offices whose people are
selected for long term assignment to systems work will be doubly
penalized by losing the services of competent people and Tosing

the position which could otherwise be used to accommodate a

replacement.

h. Sometime during the next several weeks the SIPS Task
Force is expected to relocate into space joining OCS and Support
personnel in the headquarters building. As the new organization
shakes down there will be a re-evaluation of the scope of the
project in terms of the resources available to proceed with it.

It is possible that we have over estimated the requirement for
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support personnel based on faulty assumptions about the numbers
of OCS personnel who would become available to work with them
and the timing and feasibility of freeing them from preoccu-
pation with maintenance of current systems. If this is true,
some of the support people could be returned immediately to
their parent components, or we could consider offering selected
junior officers extended training in computer sciences toward
the objective of broadening our base of competence in the
technical aspects of computer systems design. MWe might explore
with the Air Force, through the team of officers who did the
audit a year ago for example, the possibility of sending some
young officers to the Air Force for six months or a year for
on-the-job training. We might send one or two for training at
the university level, and we might explore the péssibi]ity of
finding other alternative methods of offering equivalent
training. Perhaps we should consider sending some people into
extended training whether the review of the project shows a
surplus of people or not. It might not be unreasonable to
consider using some of the ten positions as a development com-

plement to permit indulgence in a program of this kind.

i. Whatever we do, it is imperative that we keep in il
mind the need for resources for the future. We cannot afford

to get into the position again where we are unable to take on
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new projects of whatever magnitude because we are too preoccu-
pied with maintaining on-going systems and responding to crisis
requirements. We must be adequately staffed to deal with the

day to day dynamics of information systems and we must at the
same time be able to keep pace with the state of the art and

move forward to more sophisticated planning and management infor-
mation systems. This cannot be done with spartan personnel plan-
ning and staffing. If we plan and staff adequately we should be
able to avoid the condition of all of our systems becoming dated
at virtually the same time, as has occurred with our present
systems, and thereby avoid the need to undertake again a massive

project of the size and complexity of the present SIPS effort.

J. Adequate planning requires that we have a personnel
management system which will be attractive to talented people
who are interested in system analysis and design while at the
same time meeting the requirements of the organization. We do
not have a career service in the Agency for information proces-
sing personnel and it is not Tikely that one will be developed
to cross Directorate lines. Directorate information processing
coordinators generally agree that knowledge of the subject area
is an indispensable qualification for people doing systems work.
In general, this also applies to applications programmers. It

is also true that other Directorates are accustomed to having
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career services coincident with the organizational structure
and managing personnel within those constraints. Only the Sup-
port Directorate provides for the movement of personnel across
functional specialties toward the development of support
generalists. Perhaps it is true that only the support functions
have enough thread of homogeneity to make this a practical
approach to career development and personnel management.
Whether this philosophy can be legitimately extended to include
information processing in the Support Directorate is highly
conjectural and must wait to be proven until several people
have rotated through the information processing function. This
makes it all the more important that we retain as much flexi-
bility as possible in staffing the information processing func-
tion until we have an opportunity to assess the realities and
practicalities of moving people from the several support offices
into the information processing business and back again.
Probably the key problem to be overcome is to find a way to
guarantee that individuals assigned to systems work will remain
competitive with their contemporaries who continue in the pur-
suit of normal careers. A tour in systems work must come to be
regarded with a significance equal with overseas tours or any
other assignment as a qualification for advancement. This can-

not occur simply by announcing that it should and will only
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occur after its validity has been proven. Proving the validity
will be difficult because of the time it takes to become a pro-
ductive member of a system team and people will be out of the
mainstream of competition longer than they would for a normal

tour.

k. The requirement for a permanent systems staff of the
most highly qualified analysts and some who have a depth of
technical computer science competence is an additional compli-
cating factor because this competence cannot be sustained by
normal rotational assignment. Some alternative or suppiementary (

personnel management mechanism will have to be found.

1. We know that there will be a requirement for people
with system knowledge in the offices when new systems have been
implemented. We know that many system requirements have been
identified in several of the support offices outside the scope
of the present projecté. We can anticipate these requirements
will grow rather than diminish in the coming years. Demands
for higher levels of sophistication will grow and requirements
for new management information and planning systems will become
essential at every echelon of management. To meet these
requirements it would seem advisable to plan for the development
of system competence in each of the offices in addition to the

overall general Directorate staff expertise. A nucleus for the
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development of this concept may already exist in some offices.
The Office of Finance has a GS-15 position for a Special Assis-
tant for data processing and the Office of Logistics has a
GS-14 position in its Planning Staff. Other offices have
positions fully or partially dedicated to support of informa-
tion processing activities. The need for additional positions f
in the offices can be expected to grow as systems are imple-
mented and new requirements develop. Perhaps these positions,
those assigned to the Information Processing Branch, and others
yet to be identified should be incorporated into a new Support

Information Processing Career Service or they should be managed

by a separate panel within the Support Career Service. As the
requirements grow for additional positions in each office, in-
cluding those that will be returned to the offices, a reasonably

broad base for career development will evolve.

m. Information processing deals with data creation,
storage, processing, disposal, and destruction - nearly all of
the elements of a records management program. System analysis
techniques, in their fundamentals, have a great deal in common
whether the systems having problems to be solved require manual
or automated solutions. There are career management problems
in the records management field, too. Records management

people in the Records Administration Branch now carry the career
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designations of Support generalists only because there is no
other convenient way to provide for their career management.
They are not competitive in any way with other support gener-
alists. The functions they perform are much more closely
related to information processing functions than they are to
support. Perhaps we should consider incorporating records
personnel into the Information Processing career service in

the Support Directorate. This would offer an even broader
base for career development and it might, over time, remove
from the records function some of the stigma of sterility which

currently seems to characterize it.

n. While a plan of this kind may be helpful in the
Tong term, it doesn't help directly with the problems of per-
sonnel career management already apparent in the Information
Processing functions. Positions transferred to the Support
Services Staff were established at the grade level of the
incumbents. In order to arrange them in some semblance of
orderly organizational structure it was necessary to underslot
some positions and assign people in personal rank assignments
in others. A few people have been promoted since they were
transferred and these are also carried in personal rank assign-
ments. The result is that we have three people underslotted

and seven in personal rank assignments. In the case of the
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Office of Communications we have a special problem. Personnel
they have contributed to the information processing function
have been carefully selected for their expressed interest and
estimated potential to succeed from among personnel whose
utility in the Communications career service has become 1imited
because they are no longer eligible for overseas service or be-
.cause of some other extenuating circumstance. One of them has
successfully completed an intensive programming course conducted
by the Office of Computer Services and another is currently
enrolled. We have nothing to offer these people but vague assur-
ances that there can be a career for them in the information
processing profession. This is less than satisfactory from the
point of view of the individuals and their management. Their
present career service can offer them nothing in recognition

of their achievements in information processing and there is

no other mechanism to permit their advancement unless we are
able to arrange with the Office of Computer Services to have ‘//
them assigned to positions there. This might offer an accept-
able expedient for the one or two individuals who are presently
involved but it is not acceptable as a long term approach to

the problem. It is an alternative that may have to be accepted
because of the problems involved in creating the mechanisms

which will offer others.
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5. Support Services Staff.

a. In creating the SIPS Task Force we decided that the

25X1 talents of the person n the position of the

Deputy Chief of the Support Services Staff could be most effec-
tively used by allowing him to resume the role of Chief of the
Financial Resources Section. He still encumbers the position

of the Deputy Chief of the Staff but stopped functioning in

that capacity when the Task Force was created. The lack of a

Deputy is not a particular problem as far as work load is con-
cerned with the Task Force reporting directly to the ADD/S.

The only time it might become a problem would be during absences

of the Chief, and this was not a serious problem before we had a
Deputy. During these absences the Chiefs of the Records Admin-
istration and Regulations Control Branches each reported

directly to the Executive Officer to the DDS. We could return 7
to this practice for the duration of the Task Force. Alter- .
natively, we could designate one of the Branch Chief to act

during absences of the Chief. On the other hand we could ask

the Director of Finance for another position to accommodate

25X1 or we could assign him in July to one of the ten new

positions which become available in FY 70. Either of these
latter actions would free the Deputy position for immediate

assignment of someone else that were desirable.
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b. These alternatives do not address themselves to
the occasional requirement for an alternate in the role of the

Information Processing Coordinator. As you know, I have with-

held a GS-14 Senior System Analyst and two career

25X1

trainee junior analysts from the Task Force to furnish staff
support in the IPC funcfion. The Senior Analyst could also

report directly to EO-DD/S if that alternative were selected,
or he could fit within the other alternatives in the same way

that the Records and Regulations Branch Chiefs do.

c. The choice among these alternatives may, to some
extent, depend upon a clarification of the relationship of the
Support Services Staff to the Office of the DD/S. Because of
the relatively informal way in which this staffed evolved, and
perhaps also because of its physical separation there occasionally
appears to be some fuzziness about whether we relate to the .///
Office of the DD/S as the Support Offices do, or as the recently
designated Plans and Operations Staffs do. We have some simi-
larities with, and we differ from both in several ways. The
most striking, and perhaps the only significant similarity with
the Offices, and difference from the Plans and Operations Staffs,
is the fact that we have a separate budget and staffing
complement. A1l things considered, it seems to me that the

advantages of acting as though we were a part of the immediate i
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Office of the DD/S far outweigh. any advantage there might be

in functioning as a separate, office-like entity.
6. Recommendations.
a. Regulations Control Branch.
It is recommended that:

(1) A position be authorized and established

at the GS-13 level to accommodate a full time editor.

(2) An objective and complete review of the
total regulatory system be undertaken whenever re-

sources can be made available to do it.

(3) Agreement be sought to change the authenti-

cating procedure to make the DD/S the authenticating

25X1 official for Headquarters regulatory

issuances.

(4) That Support Offices be requested to submit

proposals for changes to regulatory issuances directly §}§9$j>”

to the Support Services Staff rather than to the Office
of the DD/S.

b. Records Management Branch.

It is recommended that:
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(1) Five additional positions be authorized
for the Records Administration Branch (This request
was included in our Program submission last year for

FY 70 but eliminated at the Agency level).

(2) You approve the development of proposed
regulatory issuances designed to assign positive roles
to the Records Administration Branch and the Records
Management Board: for the development and implementa-
tion of policies and procedures; in the approval and
authentication of actions taken in any organizational
component relating to any of the elements of a records
program; to give strength and meaning to the monitoring
and review functions; and to generally re-align the
authorities and responsibilities for the program toward

centralized control through a decentralized structure.
c. Information Processing Branch.
It is recommended that:

(1) You approve in principle our proceeding to
plan on the basis of the off-the-record assumption that
the SIPS Task Force, including the Management Support
Division of OCS, will eventually become a part of the

Support Directorate.
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(2) You authorize me to proceed with the
Director of Personnel: to create a realistic staffing
complement for the Information Processing Branch; iden-
tify positions in the Support Offices currently con-
cerned with information processing functions and those
which are planned to become associated with it; and
that a new panel within the Support Career Service be

established to manage all of these positions.

(3) Positions in the Records Administration
Branch and at the Records Center be made a part of the

new career service.

(4) We begin to return positions, but not
necessarily bodies, to the Support Offices up to ten

during the first half of fiscal year 1970.

(5) We continue to program for ten additional
\ O
new positions in FY 71 and five more in FY 72 to make ™

up the total of 25 we originally programmed.

(6) We develop plans to offer extensive training
for selected young junior officers at the Air Force,
commercially, at Universities, or in other ways subject
to individual approval, toward the objective of broadening

our base of technical competence in the computer sciences.
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d. Support Services Staff.
It is recommended that:

(1) The Support Services Staff function and
be treated as a part of the immediate Office of the
DD/S as the Plans and Operations Staff are with the
only differences being that We continue to have a
separate staffing complement and budget, and, purely
for purposes of clarification, that this be explained

at a DDS Staff meeting.

(2) The question of the Deputy position be
allowed to rest as it is until new positions are
created in FY 70 at which time the present incumbent
can be reassigned to one of those, and the Chiefs of
the Records and Regulations Branches and the IPC
alternate report directly to EO-DD/S during absences

of the Chief.

25X1

hief, Support Services Staff
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